Rares yisterince § retype 





27 | Oo (MAY 1962 — 





REPORT ON AGENA D 


7 7 | - _ CONTRACT STATUS ; 


a 


s 


| DECLASSIFIED IAW E.O. 12958 
| . 





HQ AFSSD _ 





.' DOWNGRADE Al 3 YEAR INJERVALS — , 
DECLASSIFIED AFTER 12 YEARS. : 7 
DOD DIR 5200.10 | ~ieeead. oy ee 











18 May 62. 


FOREWORD 


; In conformance with directives received from Hq hal and in recognition 
of the urgency attached to the satisfactory accomplishment af the Accelerated 
Agena D Program, certain extra-ordinary and unuaual technical and con-— 
tractual rélationships were established with the Lockheed Missiles and 
Space Company, Sunnyvale, California, It is the purpose af this paper. to 
record. these relationships, to analyse the effectiveness of this unique 
management ‘approach in Light of the results obtained to paar and to present 


summary conclusions in response to Hq USAF message AFSSV-EQ 85147 


dated 4 May 62. 





Program Director ee. ™~ -_ 
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INTRODUCTION 


Early in 1961, ‘increased activity and mounting costs of ‘space programe. " 
forced: -recognition by AFSSD of the necessity for reducing. cost and | 
inciéiising fextbiiity ‘through. standardization of the Agena stage. In order — 
to establish thé' technical feasibility of ts approach, on 30 June 61, the . 
ia as Standardization Study was “authorized” ‘The renults of this. ‘study " 

were favorable ‘and after r approval by Ha USAF ‘gndDOD, . on. 2s August 61, 

the U.S; Air Force awarded Contract AF 04 695}~21 to the Lockheed 7 

a Missiles and’ Space Gonpaiy for the design, ‘devalopment ‘and peoductiog 

of ‘twelve Agena D satellite veliclés, which . were to be standard in nature | 
and capable of Baliig used with a minimum ae, of. change in various ees 


satellite programs. First launch was scheduled for. en 1963. 


On 17: Odtabee 61 the Honorable ‘Dr. Toueph: v: Charyk, Under. Sécretazy 
of the ‘Air Force, appointed a ‘special comrhittee ‘chaired by Mr. Clarence 
Li Johnson to investigate way s and means of providing a more ‘Feliable ae 
Agena ¢ on ‘@n accelerated ‘schedule, ‘This comtimnities reviewed the approach’ 
proposed under the standard Agena concept and the avec ‘of the” Lockheed ; 
‘Missiles and Space’ Company for accelerating the’ ‘approved ‘schedule. It 

was the conclusion of the committee that.a more zelighile stansa . jem Ey 


could be produced to support a 28 June 62 first launch ~_" tra- - 4 | 


ordinary and unusual \ technical and. oy % a i aie io 
al OS 








and rigorously adhered to by both the Contractor and the enema The 
management. Principles Proposed by the J ohngon. Committee : ‘Were reviewed. 
by Hq UBAF and approved a as the basis for program. management, lasts general, 
these. ground. rules ‘apply a. atroamlined Ar/ Contractor. management concept 
| and include a DX Prlerity, reduction in, formal procedures, exclusion area 
‘i which is perform the work: and extraordinary program management | 
| -channela, To insure. compliance ty both. parties, . these ‘ground fulee' 
| were actually made a preamble to the. contractual work statement. for the | 
accelerated, Agena:.D program. For & more detailed description and Pro- 
cedures, | refer to Part. I of the Abbreviated Program Plan, Program 662A 
| (6488) dated 22 December 61. 


The prime objectives of the accelerated Agena D program are: | 
oa (To produce @ more reliable. standardized basic vehicle. capable of 
performing. easential ascent and/or. oxhital functions derived from. common | 
mission requirements of the following, programs: 622A, 201, 698AL, 102, 
239A, 621A, 498AM, 698AA, Advent, Rebound and Ego in accord with the 
accelerated achedule and within the allocated budget. | 

b. To provide a fixed-price procurement. source for Agena D vehicles 


with.a production. capacity, of five vehicles per acs 








i ‘CONTRACTS 
* As Background“ In ‘compliance with galdance receieca from. Hig USAF 
(Reference Hq USAF i messages (i) Arspc-¥ 82350 dated 30 Nov 61, 7 
(2): AFSPM: 80799 dated’ 22 “Nov 61, and 13) Arascikd 90915: dated 5 ‘Fan 62, 
see ‘Anriein: a for copies) two separate. Cae have béek eutablished to _ 
“accomplish: the stated objectives of the gccciseceaa Agena D program. The | 
basic aévelopmeit/ engineering contract (AF 04(695)- 21) eae the | 
| necessary engineeting capability and industrial base for the design, devélop- 
ment, fabrication, ’ assembly, qualification and test of twelve prototype | 2: 
Ageia’ ‘D flight Vehicles with initial’ delivery’ to support a Te une i962" ‘firet 
lauiich;- This contsact also’ ‘provides aga primary objective,’ ‘creation. of” 
the ‘Procurement Package’ to ‘permit’ a fixed pice procurement and the 
| creation of ‘a ‘capability for production ‘at the rate of. five Agena’ D. vehicles’ 7 
per month, | ‘The f6lléw-on production contract (AF 04(695)- 68) has ea on 


Ff ae a vt a 


established to support an initial ‘daliveny of 39 i D vehicles with | 


as f dae 


| Be Devaiépitiant/ Bapiseeiing’ Contiact' : 

"1D" General: The Development/Engineering Contract -- | 
(AF 04(695)-21) was ‘written originally to support the standata eambniedes 
authorized ‘on ‘25 August 61, In order to sécomplish the objectives’ of the | 
acceleration, ‘however, the management approach to this contract. was | 
completely reoriented on-7 November’. 61. ‘In essence, the Lockheéa sitasidk 
and — salen in response t to Air Force guidance. er ‘¥eoriented’ 


“.. . °° 


SSH-928 








ne vehicle design, a 
assembly and test which was in being to support. the production. of the Agena. B. 
From the auteet, it: was. _recognined that it would be nesospary to agaign one. 

| individual across-the-board os for all.phases_af. the Agens a 
program, _Ascordingly, LMEC proposed the creation of what might. he :con- — 





sidered a. company, within a. company, “establishing the AgensD program. office 


.. having responsibilities delineated, On. the following. chaxt (Figure 1), and 


| reporting directly to. the Vice President and General Manager,. Space Systems . 
This ‘Organizational. approach was dramatic ‘and. affective. As much as any 
other. aingle factor, it has been responaible for ne, quick, Response. sime -which. 
has heen demonstrated in the pentarmeace of. LMSC to date. | The basic RED. 
contract. was. dafinitined in such a manner. that it. “encompassed all. of the 
requizamente: for the complete redesign and qualification. of the Agena. D, 
wehicle. It. authorizes the fabrication and use of. development. taols. suchas. 
the Propulsion Test: Vehicle which was, utilized to proof. test.the orifice 
pressurization system and the dual start capability of the rocket. ‘engine, — 

the Structural Test Vehicles which were uéilined to. >. comeur rently. quality 

the forward equipment. rack and. aft. structure, all the Thermal a Vehicle 
which. was used. to verify, environmental sey, of the Assign, _ 
Additignally, a. Functional Test. Mockup. and neces sary. mod mockups: were 
furnished. agora twelve prototype flight articles. wail be Produced, © 
qualified, . and. shacked out. under this. contract, and Provision, has. been. 

made for the production. of «Development. Test.Vehicle. The DTV.-will _ 
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necessary, hot: fring, program peeulia: and component improvement 
modifications in. support of all programs utilizing the Agena D stage. In 
addition to the above, it is a requirement of the ~2l. contract that a manu- | 
cresting production capability be established which will pormalt production 
of. Agena D vehicles at the rate of five vehicles per ere On a fixed | price 
contract. ; > 

2, The Procurement Package, In order. that. the follow-on 
production contract might. be carried ont. satisfactorily, it has long been | 
recognized ‘by the Agena. D Program, Office that a clear definitive state- i 
ment and understanding of what is to ae procured under. the production — 
contract and. the method of operaiion must be definitely established. With 
this objective in mind, it has eee a primary goal. of the Development/_ 
Enginkhring contract to provide the ‘procurement package! for the follow- 
on production. contract, This. ‘procurement package! consists ontentially . 
of the Detail. Model. Specification, Vehicle Acceptance Test. ‘Specification, 
and Engineering Drawings to define the item’ andes: procitement, Hard 7 
Tooling, and a new. LMSC facility (Building 152) to manufacture the 
vehicle, and one eee Contral.to tasure eecutehis quality. To pravide | 
better. definition, a brief description « of these elements ‘of the | siete 
package’ fallows: | oe | 

Detail Model Specification.’ This specification will 

des cribe the physical and functional design. af the. systems. and the vehicle 


and will aive estimated performazice ‘capability of the vehicle, AND 


C 


assemblies and a arias to the level of the Agena D Master Breaksown: | 
in the Advance Vehicle Description, LMSC ‘4081462, will be identified by 

theix part numbers and sd their specification numbers. Also included will 
be the identification of acceptance teat specifications for. components to the 
level. of the Agena D Master Breakdown. The Detail Model Specification 

will woah quality conteal provisions and will bafesance the Vehicle | 

Acceptance Test fia aaarigniaarad Item 2 of the ‘procurement package’. | 

| Appendices will list the optional equipment, MiL-S-8i 696, "Specification, 

5 Detail, Guidea Mistile, Preparation of, '! will ee used asa cas in the 


preparation . this document. 


be a Acceptance Test. Specification. This specification 


prescribes tests to be performed 0 on. each vehicle. The fests. apecified will | 
be those performed on the vehicle in the Agena D eysteme checkout. complex. 
The tests will validate the vehicles asa unt, ane owl. be used as the basis 


for ncceptance. or - rejection of the vehicle, 


| Enginsering Drawings. The enginceting drawings wi 
| consist at new Agena: D drawings, Agena 1 B drawings » which are applicable 


to ——— D, and subcontractor drawings. _ 

| a Hard Tooling During the course of the  davelépment 7 
| rem it was cnutuaily eee that. the soiling which would ‘be » ultimately 
utilized in connection with the on contrsce would be exolved ena . 
employes: pe the s fabrication of the Tater r models of ‘the prototype vehicle. 


In this manner, it t would be possible t to transition m septal into a fixed ee 


production, assuring maintenance of original quality and rontiguration , 
without the neces sity of additional production engineering. -In large | 
Mmeasure,. this. — has bean accomplished. . 

| Building 152. LMSC has under construction. at.the present 
time, a 4 a structure known as. Building 452, ‘financed with. “corporate funds 
approximating - $6,000,000, It has been planned, that this facility. will-be . 


outfitted 28. the. future » Industrial sacility for the Rewea D vehicle. Air. Force 





asia 


funds i the amount off have been made available thraugh the. 
: Agena. D development ‘(- -21) contract for.the necessary machine tools. ‘and ... 
equipment to suitably outfit this "Agena factory", . Through. the creation of... 
this facility, it will be possible, for the first time to. set Up: sn efficient. 
produetion line for. an orbital stage. segregated from. other programs and . 
activities at LMSC, Sunnyvale. Cost accounting and Pa eae non 
will be Eaaene een, simplified and this alone should, facilitate the fixed | 
price contract price redetermination, , Through me ‘combination of 
segregation of ay, and cost accounting, . it. will be possible from the. 
corporate point of dew and that. of the Air. Force : to evolve amore efficient 


operation and produce ‘fhe Agena D vehicle at. significant savings.in unit... 


cost, 





3. Incentive Features of the Contract. 





a. in conformance with, -DOD policy, . it- was. established from | 
the outset. of the Agena D program, that the research and. development Phase. . 


was to be contracted as a Cost Plus Incentive Fee contract, ‘The guidance | 
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-will be ‘given to cost; | 
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‘s'applies to undarrins, Ifthe final’ = 


cost. is 5% less:than'the'targat price, the Contractor's fee is increased - 


* By, $31,-712;d£ 10% dese, the fee. 








and to pé 


will:be increased by $63, 428; ete, 


delivery formula. provides a two-week grace period without’ pe nalty; if 
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late more than two ease the fee is ‘decreased by .0222% of target cost 
per week for five weeks to a maximum ‘Seialty af . 111% af. target cost per | 
vehicle, if ali twelve vehicles are seven weeks or more late, the. fee | | 
| would be eeaieeds to 0 5% of target « cost a detailed procedure 7 
has bac evolved to determine the actual. date and time of ‘finad" " acceptance . 
and delivery § for fee purposes. | | | 

| 4, ‘Pexiosmnanea: ‘One of the most t algnificant and . 
unique features of the negotiated incentive fee rejates to the payment of a | 
the 1/ 3 fee based upon performance. The Contractor ‘proposad and the Air 
Pores accepted. the principle that. the Air’ Force would unilaterally rate the 
Contractor's performance, ‘LMSC officials suggested & set.of criteria as 
the basis for rating which were similar but mot identical to those finally 
‘iva at through negotiation. It is now agreed that the 1/ 3 fee based 


upon performance shall be by a ‘point rating, system. If the Contractor's: : 







| performance is rated the maximum of 60 poate, the fee for performance Be 


ood 
Pata On O90. OF OF. 8 010 60 O00 0 8066.49 9.9 016,90 8 tt oe eee 


will be based upon 9% of target. coat af 
paigeeneace vedng. of 30 pointe sete the target fee os he of 
| performance rating of 0 points gets. the minimum rate of 5% ¢ o 
| - An Air Force. bosrd composed ef representatives — 

of the using programs and the Agena D Program Office will. ‘be appointed 

by the Commandes,. AFSSD, ‘to ‘rate the Contractor's performance within 

30 days of the launch of the twelfth Prototyje vehicle. “The heard will use 
the following. criteria: 30 points for a ) Reliahity, (2) Program ‘Adaptability, 


(3) Ease of Checkout; 30 points for (1) Weight af Vehicle, (2). Ascent Performance. 


12 


oo “Additionally, it nee vee mutually agreed between | 
the Contractor and the — D Program Office that. should failure to | | 
qualify all components af the AgenaD vehicle prior to flight af = of the 
prototype vehicles delay the flight + any vehicle, a suitable adjustment of - 
the performance fee will he made, ‘This will be the first time that the 
Agena ‘vehicle will be contractually or to have au | components 
qualified for fight prior to » flight. | 

. 4, Goat aanage ement 





- LMSC Internal Bu ata. The Air Fores hae sotahlished 
the inrentive features af the contract in an ‘ettort to contra cont, schedules 
and insure performance, The affectiveness af the ve features of the. 
contract. pertaining ; to coat immediately became evident _— the Contractor | 
éatabliahed his ‘Program. ‘Coat Accounting System. ‘In order to dalegte . 
and fix management responsibility and authority, == of the major 
‘department heads, i.e.,. Systems Engineering and Reliability, ¥ehicle. } | 
Enginsoring, Manufacturing Inspection, Procurement, and Administration 
have neon given. individual operating budgets and overtime allocation, These 
budgets are reviewed weekly by the ‘LMSC and Air Force Program Directors 

and are Axacked against individual — allocations and master 7 

| program. milestones that should permit the Contractor to stay. within oe | / 
allocated. to the Program. aeperiance:t to te hes indicated that this method | 
af high lighting and controlling cont has permitted the Program Directors | 


; hice access to information which forewarns af potential OVOETERA, ame 
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information has permitted coreuetive aitian ‘to be taken ix suffidient. time | 
to keep. expenditures withis the budget. It ie significant to ‘note that at 

this point ia the program, approximaialy 60% of the costs have been incurred 
and program costs are still aia an expenditure curye which will result 
in the. Contréctor completing ‘the Comtragt-at or ie abighaly. below the target cost 
“established 4 ditting the négotiation: 





: System. fn carly Detember 1961 te 

became. necéésary for the Agena D Program oftice to cause the ‘Contractor ” 
*to’ eatablish’a: “épecial’ diccounting’ aystem for the Agent.D' program which’ * 
would satisfy the Aix Force Auditor Genaral rejulrémants for the: CPIF 
contract. This has. been accomplished ‘to the satisfaction of the Auditor 
General and” ‘should. permit the moat accurate cost accumulation va-vehicle: 
prodiistion thus far’ achieved at LMSC’ ‘Shinniyvale.’ ‘The main probleni withthe 
pre-Agena D Accounting system at LMBC, ‘related td the ‘pool: charges. which’ 
were utilized .to fund-commoa or. centralixed facilities’ and sérvices. It laa* 
un the approved technique to prorate these. costs among ‘appropriate 
| customer contracts. In large measure, ‘this accounting ‘sy étem:’ limitation 
has been overcome by the straight line orgenization crvated. by LMSC: fox" 
the Agena D program and the fact that the Program Didéstor has ‘been able 
to negotiate with ‘the’ remainder: of the ‘Corporation fox’ ‘services provided | 
Outside his. centro, i The: cont accounting’ system whick tas. beet establistied 
was mutually’ evolved. among the’ Cortradto®, ' “AF'PRO, ’ lécal representatives’ 
of the Auditor General's Office, and’the Program Office. ‘The biéakdowa!” 

| , | 
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| at the accqunting system is in auffiviont detail euch that the problem, of cost. 
analysis for the follow- on.contract shoyld be. smaasurably. reduced from. that 
of previous -deyelqpment. contracts negotiated with the Lockheed Missiles and 
Apace - SAP 


Bo Air Forge Auditor. General a resentative. In order tq | 





insure compliance. with the: ‘Contractor with the agreed procedures. -and the, | 
proper interpretation of the cost @ . 





ag system, to support. the -GPIF 
contract, . the Agena D Program Birector requested and was asuigned eurly . 
‘inthe program, «fol time representative pf the Air Wager Auditer.Genezal's 
Office aga member of the Agena D utaff, Thig Andividual has: -had access te, 
all cast. information as.itis accrued, and is. in. a, position to keep the Auditor. 
| General, AFPR, and, Program Director informed. of the compliance e of the. 
‘Contractor and his current fiscal. status at all times, In addition, atthe. # 
request, of the AF PRO, AGO, BGO) and Program Mrecter, he hes. conducted — 
special investigations. and studies as required. 
5, -B rd 





ie aes ts avoid. eesialie af special reports. and: 
briefings by eee to the Air. ‘Force Program. -Office during the . 
course of the accelerated program, | the LMBG Program Director, extended . 
to the Air Force Program Dixector and his ataff sn invitation te attend the 
weekly, internal, Lockheed, program management moatings.. This hag. bacome 
aceeptnd mapageraent tool of both the LMSC and Air Forre Prageam — 
Directors, fox obtaining a weekly statue report on,all features of the program. 








15 


| The - ‘pipeline. meeting’ » as itis cal led, .is held_every auestay morning pt. 


0800 ‘hours and consists of a detailed discussion of the ) following: | 


len 


. Action items carried over from previous meetings... .. 


. Significant accomplishments.since,last meeting,.,._. 


In 


Jw 
@ 


..Rerohlems which have arisen during the reporting period. 


Ip 


| Items which must be accomplished to atay.on.achedule 
and within costs, 


_. 5+ Review af technical status. 


lox 
& 


_. Review of subcontractor procurement status, 


Review of logistic status. 7 


lm 
_* : 


loo 
a. . 


Review of qualification program. 


& 


. Financial and manpower status. . _ 
The attendees at this. meeting conaist of the members of the LMSC Program | 
staff through management division level, and.such additional representation | 
as maybe required: to, ‘adequately, answer ue ations. in connection with. 
presentations which are to he given, | The milestone technique of Program 
control ig utilized with every major segment af the program receiving as 
detailed review as is required. The. presence of the Air Force Program. . 
Office at this internal LMSC management menting, has: been segaieas ad-. 
vantage. for. the: Program ataff for it has permitted. the Aix Force.team to. 
participate in the. decision making process for all major.issues that have | 
arisen to date.. Normally the Lockheed Program Director Tuas. the. meeting, 
and gives the necessary administrative and technical direction to his. stati 


in a manner that might be conakdngicenore appropriate if Air Force 
| } 


16: or? 


representatives:y were not present: Tt i. common practice for the ‘LMSC staff | 
and the Air : Force Program team to present: technical and aiiministrative © 
-isaues and differences that require mutual decision. far reaalution, ‘By this 
_ technique,. it: hins bean. possible for the Air Force Program ‘Director and 
‘the: LMSC: Program Director to resolve differences oz the-spot and thereby, 
expedite the program objectives. | | _ 
6 Te 





ement Interface 
& In setehltshing the accelerated 6485 Program, two of the 
| Joknsca.Gommition ground rules had & marked effact-on the internal LMSC 
exchange of technical information: and the AF/LMSC technical working 
relationahips, These were as follows:' | 
| ‘Bnginsering personnel « shall be located in an.enclosed 
selsidaatiions adjacent 'ti the tooling and mannfactiing area," 
= ~ "Pechnical directive meatings “dnvolving large groups.’ 
shall nat. be required, ‘Air Force peraonnel shall ‘work in: oleae: ‘Maison. ‘with. 
the LMSC aaetel Engineer 50 formal meetings are apt required, sai 
be The LMSC Agena. D engineering staf was ‘selected from the 
eed ‘experienced LMSC engineering Personnel. t This ataff Was moved to 
an enclosed area whith required a, special pass to obtain access: These 
measures ‘were taken to. ‘permit. the Proper concentration: of effort: and to" 
eliminate- ‘interruption by non-Agena. ‘D personnel: A special Liaiaan group’ 
was. establishéd. to provide itiformation: to the various ueing ‘progyams. 
| ct It-was realized that the normal Air Force technica] 
_ direction and monitoring efforts would be ineffectual and'time consuming — 


nd Piits:. at 


for such’a rapidly moving Program. The J ohnson: ‘Committee rule, 2 hove, | 
was written to regiire a a type of rnodifiied ope ration, A team of. highly’ 

qualified Air Force officers from Air Force. Space Systeme Division were 
assigned the responsibility of directing this. effort. This team. ‘spent a major 
portion of their time in residence at LMSC (approximately din days per week) 
and worked" very closely with the LMSC engineering ; staff, Members. of the 
team attended.a large numbe? ‘Of the technical and policy meetings, 

assisted in the discussions and in arciving at dectatous. By being present 

| during these formative Gtacusatons, there were minknuim oeeye in obtaining | 
Air Force. approvals. Personal contact. with all engineering personnel was | 
foatestd. “The Air Force had. complete access to LMSC internal | ‘Cérrespondence, 
| calculations and ‘engineoring data which was 4. substaniial assistance in 
anon the development program. | 

| vd ‘Although the 648B Program personne) ‘Spent & major portion 

+ of théir time at LMsc, the program team was anne. split between their’ 

| AFSSD ting LMSC offices. To eliminate delays, a dizeet phone line was 
installed betweenthe two offices, This provided a rapid means of communication 
and has proved very éffective, Formal correspondence and paperwork: has 

béen kept to a minimum. Internal LMSC engingering reports, ‘design reviews | 
and analysis have been used throughout the pyogram. - Formal agreements have 
been recorded as 5 membrakgum. of understanding or mer ‘oxamdum for the fil 


ae "Vehicle Acceptance Proceduréa, 





a. The team. concept af acceptance as used. OD. Agena. Bs haa teen 
instituted for the Agena Ds. itis planned that. after the moda]. specification, | 


Bo} 


at 





ification and teat. Procedures have been approved, and thoroughly | 
7 tried out, the ) acceptance af vehicles wel. become es tTesponsibility of the 
Air. Force Plant Repres entative, In the interim, however, | the Acceptance - 
Team. ‘currently consists, of three members of the AFSsD SA8B “Directorate, | 
one of whom aerves.as. Chairman, two members from the Air: Force Plant 
~ Representatives Office (Quality. Aseurence),. a member from the Air Force 
using Program, effice, and @ member from the LMSG uaing Program. office, : 
he Acceptahility of the. vehicle for. delivery te the Government 
is determined by review af the test results during the. assembly precess at. 
the rack and module level, and. ‘during final syatem teat, 4nd through 
. Bhysical dnspection. af the vehicle. A final integrated syatem teat ids made - 
prior to acceptance at the vehicle. . ‘This teat run simulates a. Tepresentative 
 Sacent ziisaion and exercises all equipment, ta he wagd in. the vehicle.. The | 
Wate ts Ian erecessed ang made svailable for. review. of the Acceptance oa 
Team. ph seceptance data. ‘thle (Table 3) is. completed for. ease of review, 
Also the| vehicle Aog , is’ provided which gives a. complete atory.of the vehicle | 
from ‘beginning of assembly until it is offered to the Air Force for acceptance, 
After completion af the. system teat and analysis of the data, the vehicle is. 
tho roughly Anapected by the. -LM&C. inspection organization, Which is followed 
. by, the. LMSC. engineering staff inspection, After. working off all Atacrepaacios, 
it is turned.over ‘to the Air — for physical inspection. — The. engineering _ 
members af the Acceptance on’ wad the Paella: {QA) Inspectors th 
inapect the vehicle, 


c, After physical ingpsction’ of the vehicle and: review. of the 
data, a formal acceptance meeting is held. At: eid time, an LMSC letter. 
ertifying the “oes acceptability to applicable denign and specification 
is: provided, eigned by the LMSC pean D Program Director. The meeting 
is held primarily to provide answers to the Air Force on any probleme, 
| omissions, discrepancies that have been uncovered. The acceptability of 
the vehicle to the terms af the contract-is. determined at this time, Should 
the vehicle be unacceptable, a detailed listing of discrepancies is, formally 
provided to LMSC for necessary corrective action. and. subsequent reoffer 
of the ‘vehicle, ‘The contractual aspects of the incentive fee pertaining. ad 
schedules. has been formally documented by memorandum a the LMSC 
Program Director and the Air Force Program Director. 

+ Tunding. Since the Agena Disa standard launch vehicle which 
will be utilized by a large number of space programs, originally it was ier’ 
_ proposed that. the development cost, in toto, be funded. by. reimbursable, 
funding techniques thereby pagsing wisag to the using programs, . their. 
pro-rated share of this coat. This approach to funding was disapproved 

by the Department of Defense.and recent guidance received from Hq USAF 
| indicates that appropriated funds totaling 39.9M will be used to finance 
the basic -development/ engineering (+21) contract. The fund requirement —— 


and method of financing is shown on. the following table (Table 1). 
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9 Accomplishments, The extraordinary « effort placed’ on i this ‘ 
program by both the. Contractor and the Air Force along —— the. atream- - 
lined management ground rules has provided the Air Force with a standard 
second stage space booster seven mone earlier than originally scheduled. | 
To date, two vehicles have heen accepted by the Government - AD-1 was 
delivered on schedule and AD-2 was delivered. one day ahead of schedule. 
To date,. indications are a hoth of these vehicles wall meet their 
scheduled launch date and fulfill mission requirements, This redesign | 
| af the Agena vehicle utilizing developed oi Seam B components with state af 
the art improvements using the module. ‘concept bas ‘Produced a vehicla 
which should be more reliable and serviceable _e performing ali | 
misgien requirements. This concept has ais provided a new ok 
| philosophy which will materially reduce _—— out ‘me, = 

c. Production Contract | 

I, General 

Contract AF 04( 695)~68 is intended to bis a reduction, 
contract, whereunder cesar al redetorminable procurement will be. 
accomplished on the basis of a procurement Package developed a 
Contract AF 04 695)-21, ‘This procurement package consists of ane 
detailed model Specification, an acceptance test specification, and | 
the required os Arawings, as described in Paragraph ul. .B. 2. of 


this report, 


ae 


b. It is planned that the management of the -68 contract 
will be in compliance with siandard Air Force production: ‘procurement 
regulations and that aithough it will not necessarily encompass all of 
the military specifications associated with standard ‘Air Force procire- . 
ment, | it!will satisty completely the intent of those specifications.” 

Operations under the. contzact will be conducted 
primarily in tas Building 152,. Sunnyvale, California, which will be - 
recognized as a factory for the production of the Agena D Vehicle, ‘The - 
| Lockheed organization housed therein ‘will be Fesponaible’ tor the 
Accomplishment af that production effort and will carry out all 
“neces une functions associated therewith.” The orgahizaticn will include: 

i, A sustaining engineering effort to provide 
icaaiinideas support to the production effort. This will include a : 

-Walue oe -type effort to provide 7 an ‘improved: prédict froma” 
| miners: 5 ica cae This group will not necessarily have. a 

| capability, for the accomplishment af design improvement. nor. will it 

be authorized to accomplish design change of a Aeveldpeiént nature, 


ing capability fox the fabrication, - 





assembly, ‘find checkout of the vehicles, drawing ‘on other Lockhesa ce 
manufacturing organizations foe a ‘portion of: the fabrication aid 


ass embly effort, 


oy at procureme ant group. responsible’ for. the’ procurément 


of all piveilisieatll parts, yendor items and subcontracted items aa es 
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toe production, ana the related responsibility for all Agena D receiving, 

stores, and controlled inventory accounts. 

| 4. Anins inspection on: function responsible for in-house as well as 

out-of-house a control, accomplishing the in-house receiving and 
production inspection within Building 152. Other LMSC existing organizations 

| will b be apne for inspection in other buildings and at vendor and subcon- 
tractor p Sinaie., However, specialized out-of-plant mere problems will 

| be the © responsibility of the Agena D inspection function, 
| | 5 An administration and contrals function responsible 

for cost. I otiaating, contractual, acheduling, and configuration control - 
functions. | 

| a This production contract will ee Airectly the 

engineering output of. Contract AF 04 695)-~ 21, There will not be a. redesign — 

| for production required since the AF 04 695)- 21. contract will result in , 

documentation of a qualified silted configuration. This configuration 

will be considered a frozen contiguration, and configuration control will 

be enforced. | Changes to the configuration will sone oe made with Air 

Poxee: concurrence and will require contractual amendment to effect 

any cannes: 

LMSC Production organization ieectial, This Air ee organization 


will be production~oriented and, like its LMSC counterpart, divorced 
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from any potential follow-on vehicle development aort Changes initiated 
| by “y organisation, Air Force or ren will be Processed through the 
Air Force production organization, Iti is expected that changes to the Agena D 
will be incorporated on the basis of qualified denigne = completed drawings. 

| These changes will be programmed on an orderly basis into the Production 
line, in order that normal flow can be maintained and the learning associated 
; with “us flow can he maximized, In n those cases where changes are requested 
| which cannot be accomplished on the Gaeened ven because of pais pobition . 
in the production line, it is expected that the changes thereto ay be accom- 
plished after USAF accertunce: By this erieatis: flexibility ie he by the 
major program missions can be patie dg and ape desired minimum cost 
posture resulting from the Agena D production atsek. can be realized. 

f. Onée the ease vehicle akira flow has been established 
and a degree of certainty as been accomplished as to its continuance, it 
then appears appropriate for LMSC and the Air Force to consider. extension 
of the Agena D. sara to include optionals and Perhaps program peculiars 
in: the Production flow. It is necessary that such an inclusion be based « on 
firm, qualified designs « and “ae initiation of such effort be based c on sound 
and careful planning ¢ to guarantee the continuance of an optimized d plan from 
: production to Jaunch, | | 

2, - Configuration Control 
7 .One of “the basic philosophies of the Agena D oe 
the. standardization of componente and- structures for, which a sh singleness : 
of ‘ fonctional fiseics prevails among the pee users, ro stated tose, 
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the Agena configuration will be established’ and iecace Gnder the -21 

contract, From this baseline position, Agena D vehicles will be procured 

on a fixed price basis. It follows then that changes must be kept. toa 

| minimum me configuration must. be controlled. 

| b. In 1 connection 1 with this function, configuration control: 

procedures have and will be establislied covering Design Change and 

Engineering Release Controls. which meet the requirements of Contigurétion 

| Accountability (AF BM Exhibit 61- -82) under the AF 04(695)-68 contract. 

Implementation of these controls will be divided into Bak phases: Pre- 

Baseline Carfigeretion Accounting and Post- Baseline Configuration Control. 
Cc. a respect to the first phase, Pre» Baseline Configuration 

Accounting, there has been. established: | | 

4. A LMSC Design Change Committee to prograin, 

serialize, control, and release all changes considered within the scope 

of Contract -68 that originate: on. :Contract ~21 through Serial AD-9, - 

| which will not require formal Air Force approval until final configuration : 

control tay been established at the ‘frozen! baseline for Contract -68, — 

: 2. An Engineering Release. ‘Center which is responsible 
for the release of all drawings, maintenance of drawing status records, | 
presazation of complete parts lists, and the impounding of all specifica- 
tions and drawing vellums (; vendor ‘and subcontractors included) affecting 
vehicles on Contract -68. | | 

3. Design approval and change control procedures ae 
subcontractors who will be required to submit design aa ewinge and 
4b 


associated design Aocumentation prior to delivery of hardware, at. which 
time the subcontractor design will be frozen and reproducibles of the a 
documentation impounded. All ‘such documentation ia me Prlor-approved 
by Engineering and represent the basic design which cannot be. subsequently | 
changed A the subcontractor without prior LMSC/AF ‘soncurrence, 
| 7 of 4. - Controls to comply with management policy | 
directive that designates AD-9 as the met of the Pre-baseline vehicles 
_ On which design changes may be made effective. The majority of design | 
ree made on the Prototype vehicles through the AD-9. change freeze adi 
» will | automatically be applicable to ventcles on the Contract ~68 | ° 

| (AD-13 and up) and these will be recorded and programmed by the Design 
| Change Committee to determine impact 0 on cost and schedules ps 
ane configuration accounting control continuity, 

| 3A policy that during the Pre-baseline period, and 
extending through the veer. acceptance of AD-12, _Fequests for change 


approval bie be confined to those changes which may be interpreted as 


; being outside the scope of the contract, All changes - this type will be. 





ee 
submitted to the Air Foxe through the EGP Procedure dencribei: 
Paragraph e, below. 


d. In a with po 





Ji. At the time the- ‘frozen’ configuration baseline is m7 


established ; a Astailed configuration status record will have been completed 


and will be Rion to ‘the Air Force, _ 


° CA Sens OR. pags 
se . * 


2 Al proposed design changes cnt to. the frozen’ 
configuration baseline will be submitted by Engineering to the LMSC Design 
Change ‘Conamittee for processing and/or serialization, designated as. 
| either. ‘Class I or Class II in conformance with established procedures. All | 
proposed changes will-be submitted to the Air Force by. the ECP procedure | 
deacribed in Paragraph e, below. 
3. Design changes will be Incorporated only at lot -break 
Points unless effectivity at other than lot brogke has been dtrected by the 
Air Force. ‘Agena D Program Director, | 

. @ Au changes described in c:5.and d 3, above, will be 
3 submitted to the Air Force as follows: 
i. The ‘LMSC: ‘Design. Change Committee will forward 
. the. original copy of an ECP for. ‘all. Class I. changes to the mse AFPRO. 
Simultaneously, eoples will. be forwarded to. the AFSSD Agena D Program 
Office. The AFPRO will evaluate the ECP and forward comments and/ or. 
recommendations to the ssn Agena D Program Office within five working » 
days.. The Advance copies of the Agena.D ECP'g will he received at | 
AFSSD by. the Chairman of the AFSSD Agena D Contiguration Control 
Board. The CCB is comprised. of representatives appointed. from the 
Agena D Program Office and user program offices, The procedure for 
action within AFSsD will be to. the discretion of the CCB Chairman; i. e. s . 
the Chairman may approve the changes: upon the. recommendation of the 


Agena D technical staff, or he may, require. a formal CCB deliberation 


23. 





with or without AFPRO eominenta’ “In any case, proper documentation | 
will be maintained by the CCB Recorder, On i & routine’ ECP, either a: letter | 
of disapproval: would be’ provided to the AFPRO with an information copy to: 
the Contractor, - ora CCN or other type contractual document would be -. 
provided ‘to the Contiictor with an information’ copy to the ‘AFPRO;.. 
Emergency ECPs, which require TWX or phone call submittal, wilt will be... 
fully coordinated with the APPRO, | 

 & Class II changes : will be submitted. by the 2 Contractor: 
only to the AFPRO. The AFPRO will review and evaluate and: will: ‘notify. 
the Contractor, in writing, or: * approval < or disapproval with information 


| copy to the ae Agena. Office, | 





a. The ‘LMSC Central Logistics Organization will: provide 
; logiatic support for the -68 contract, This support activity is outlined 
helew: ; vig a oa a. “ere | ‘ : a : bo 
i. Basic Spares: Spares required to » support. the basic | 

vehicle during program assembly and at launch bases will, be ‘procured: . 
and delivered to the Logistics. ‘Storage and Distribution System by | 
exhibit to the Contract . - 48. ‘Provisioning action will be. continued by. : 
_AFSSD Program Office as needed under the. contract, — 

| OA separate CPFF Logistics. Services: Contract will - 
be established to provide depot level repair parts and labor to support’ 


the repair of Agena D equipment which crane during program. assembly 
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and at + taukes bases after USAF acceptance. Storerooms, ‘disbursements, 
in- storage maintenance, and inventory control ‘work will be supported 
by the using Program we pool in which the Contract ~68 does et | 


shave: 


| 2. Basic. Vehicles; . Contract -68 will 1 deliver vehicles, 
On a. dolly ire for transportation to Building 152 storage area, or 
alternately, on a ate act ready for highway transportation, _ 7 
Storage dallies, other atorage equipment, and in- storage lahor and 
material will be provided by the separate CPrr Logistics Services 


Contract, « Transporte rs and other highway: i ae a) equipment 


_. will be provided by the using program, 


Vehicle handling rings, patch panel test tools, and. 

other equipment that is normally delivered with Agena D vehicles, 
have been Provided under the -21 contract, That. contract will also 
provide sixteen guidance module shipping containers, The using 
‘program Logistics Pool will be responsible for returning these 

items s*peditiously. 
3. tional | qui ent: The above provisions apply 
to optional equipment; however, hare are no optional éaikoment items ; 
- onEpied under ‘Contract, -21, 


4. Pro 





ram Peculiar E e : ent; aceam Peculiar 
Equipment are the responsibility of the using program and are not 


provided for under either the -21 or -68 contract. 
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7 Funding. Since the end product of the Production (- 68) contract 


is a | saleable Product which must. subsequently be sugmented » with bid lea 


oe ” 


ot payloads, etc., before it can serve ‘its intended purpose, it is 
currently planned to fund thie contract. with reimbursable funds. By this | 
technique a stable yrocnenoe rate can be enrem acres: lot buys ata fixed | 
| price negotiated and the maximum benefit of the standardised configuration 
reglized, * = Based ¢ on the directed 39-vehicle buy and assuming a continued 
production at me Fate of four vehicles ‘per r month, the fiscal requirements 


for the Pnsihictiin £68) Caien are shown below: 
“+ +" :648B’PRODUCTION: FUNDING.REQUIREMENTS 


“er *e.- 


‘FY-62 °  Fy-63°° “TOTAL 
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As stated above 





to the -21 and ~68 contracts. 
in.Section ts the -21. 21 contract provided tepive vehicles, ‘but : more important 
it provided for the technical effort necensaty for the redesign, development 
and qualifying of the Agena into a standard ascent vehicle -- the Ageria D. 


Pe 


The technical effort under the ~21 contract has already been. calliiitieadie 
reduced and will be completely phased out by November 1962. ‘Inasmuch 
as the -68 contract buys "Chinese copies " of the Agena D developed u under 


the -21 contract, no provision for further redesign and development will 


_be provided under the -68 contract. In fact, it has been specifically 


excluded in an attempt to eieciuas changes and increase reliability and 
reguce vehicle cost. Figure 4 (next page) shows graphically how the 


production build up occurs concurrently with the development effort under 


the basic contract. It also clearly depicts the engineering void which will 


occur in the LMSC ‘Agena D organization if all engineering effort is allowed 
to be terminated at the conclusion of the development/ engineering (- -21) 
contract on 30 November 62. It is recognized that deficiencies will be 
discovered for which additional engineering effort and pos sibly redesign 
will be meagueed: state-of-art advancements must be adapted to the Agena D 
and qualified prior to being incorporated into the anecee. D production. This -_ 
is where the "Follow-on Saeed or a aa improvement contract fits 
into the Agena = An appropriate level of effort will be provided under 
this contract to maintain the negpians level of a ca ar support t to the 
using programs. | | 

2. Why We Need It. 


a. The objective of. the component improvement program 


a is to provide. improved reliability, _producibility, “mission adaptability _ 


and serviceability of the standard Agena D. Essentially, the Agena D 
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-AGEWA % if 0 aneorner/recinAr AGN (LAW 


NEW CONTACT REDUIKED FOR 
@ COMPONENT IMPROUMIEAT 
| @ AELIAEILITY PROGR 
@ LP EVALUATION. 
 OAGENA GROWTH 






aca A CA “lt dh. Alef ae “MY OB 
CRRIC CONTRACT [ROU nD ~/KOOUCTIN CONTRACT IROV OLS 





@/TA, 77, &1Y, MOCKUS, DIV @/STAUCTIN KATE AT 0 VEH/CLEB MONTH 
Ol FLIAT VEHILEB | | OCONAGUIMVITION CONTRY. 
QSROOUCTIN [PACKAGE | QAKED (NCE CONTRACT 


CHWINGE. MODEL. HEC 
e sa at (ROCLOUKED © pi 3 
g- 


isa production version of the Agena. B. Most of its components are the sare 
or very slightly modified Pompcneuts used in the } Agena. B. | In order to meet 
the accelerated schedule, it was not possible to provide . for Many modest 
component improvements that. were known to be needed if the design goal of 
90% reliability as an ascent vehicle is to be. assiired, ane major ee | 
effort was completed in approximately a six-week period, .Gomponent 
-aprovements. ‘which will enhance overall Keank D reliability have. 16-18 
month. development Aead times as sociated with their availability, 
| b, . Many of the major. components were designed in the period | 
1958 to 1960 and are obsolete. Current state-of-the-art can provide | 
considerable increase in reliability through the reduction in piece parts, 
improved components and high reliability piece grb and pecs manu- 
7 zacturing. technique, Some of the components have interim fixes that have 
been incorporated due to flight failures or changing requirements. | Comporiente 
need to be edesigned to simplify the items, reduce their cost and improve 
their. reliability. | 

| Cc. Many items are currently critical life items. These items 
should not be. used se a long term basis for a vehicle which will be used in 
_ 8© many programs. | 
da. The program flexibility that has been incorporated in the 
| sneak D has been accomplished through: the ingenuity of the designers 
which accepte the limitations imposed by state-of-the-art hardware. ‘Design 


reviews and current studies indicate greater Seeaeeaey can be hiainiedhaks 
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—— Agena D by certain. component oan which will also improve 
| relly and provide greater simplicity; 

SS Additionally, in order to establish a Proper contractual 
interface with LiMsc for the industrial base which will support the vehicle 
engineering affort supporting all space programs, the AFSSD requested. 
that. funds aaceaeaxy to support the Development Teat Laboratory, . Santa’ 
‘Cruz T eat. Base, vehicle Feliahility program, etc. r be consolidated in to 
Agena-D line item for FY-63 and administered by ‘the AFSSD Agena Program 
Office. Through this means all proposed vehicle change. requirements ‘can 
| be funnelled through one esponsihis Air Force agency, controlled by one 
contract and the benefits of the staridard vehicle concept’ can be better | 
preserved, | | 
3) “what It Buys | 
"al A leok at the projected Agena D usage indicates large” 
= scale requirements for the foreseeable: fiiture, . Considering that an Agena 
Jaunch, . ingluding boester and payload, will cost 5 to lo millions of‘dollars, 
an extensive, aggressive reliability program appears to be an absolute’ 
neceecdiy. Such a program will be supported,” 

- be In the current development contract study, efforts are 
ee to determine the optimum component ieaprovanenk program. ‘The 
following - items currently appear to'be the component’ improvement items: 

_ ey Horizon Senger MOD TI - 


, Velocity. Meter 


HS) 


. Inertial Reference Pai a eee 


35 


Solid State Programmer 


Ip 


ee. . 


Flight Control Etectronics and J Boxes | 


400. Cycle 36 Inverter 


DC-DC Converter 


Primary Battery - 


lo le In ia tu 


Yaw Attitude Indicator 


Electro Explosive Device 


oo 
e 


a | EED Radiation Effects 
Co ‘The detail justifications for these items were submitted in 
the ani Package, 6488 - - Agena D Development Plan, dated 2 April 62. 
- 4 ‘Funding. It is understood that the AFSSD recommendation that 


_ — FY -63 appropriated funds be provided. to support the 
| , 


above described effort was approved by Hq AFSC and awaits necessary 





action in Hq USAF. This request for funds ‘should be combined with the 


SS 
eeauieeuent pL... I-B-8) required to complete the 


development/ engineering (-21) contract to provide FY-63 appropriated 






- funds for the Agena D line item totalling 





We 
I, SUMMARY ‘CONCLUSIONS. This portion of the report is submitted 


in direct response to Mr. Rubel's request for "a brief summary statement 
of ‘omiade: eccomplishiients and lessons learned to date, both good and bad"! - 
from the Agena D method of contracting and conducting program sdacay 
A Unig ue Accomp lishments, Following tea listing of significant 
‘firsts’ which will be accomplished under the Agena D contracts: 
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1. | First. CPIF contract between LMSC and the Air Force. 

2 «Firat.CPiIr contract to be oe in a which the performance | 
fee aspects are sovuesed unilaterally oe a peer? of Air Force officers ‘upon 
completion of the flight test program, | ; 

ae First AFSSD procurement of ayeres to a definitive list. 

4, First. development program in wmch all. components will have 
: been formally qualified for fight before first flight. 
| 5. First ‘procurement ‘package' for a opece vehicle. 

6. First program to incorporate semi-automatic checkout 
ae aca in system test. 

7. .First ‘fixed price! ia ccs of a space vehicle, 

8. ‘First formal Configuration Control Board established fo fora 
space program, | 

B. Lessons Learned. The following may be eited: as coenone learned 
to date through the CPIF development/ engineering contract: 

es, The incentive features of the contract coupled with the | 
willing acceptance of the ‘Chajlenge of the mccelerered schedule ey the 
Contractor, in large measure have been responsible for the high memati 
and cadgoal productivity of the Agena D program. | 

a. Without question, the meentive features of. the. contract have | 
contributed to increased emphasis on cost control by mas Contractor and 
resulted i in all scheduled eeltveries being met thus far. ; 

| 3. The reimbur sable. caneepe of funding the production contracts 


for bacutave and stages is highly endorsed for it permits an ailioie 
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production flow to be established, economical lot buys and fhied price 
contracts ‘to be negotiated, configuration control to be effectively exe ‘rcised, 
costs to be held down and, in general, better management. to-be exexcised. 

“4, The paradox of the relaxed formal documentation: requirements 
and “ekunk-works " approach of the sceélosaied program to the stringent 
controls necessary for. effective management of a OPLIF contract make it 
difficult for the Air Force niregrens aarector to satisfy both objectives 
without Sereneeee In large measure, through ‘the close ‘working | 
| relationship and cooperation of both parties, it is believed that this has 
been accomplished. 

5. Future CPIF contracts would be facilitated - in the negotiation 
phase - through me use of a more definitive work statement than was pre- 
pared for the Agena'D program. 

6. The accounting system evolved fox the CPIF contract — 
indirectly should result in more accurate costing for all LMSC prograne: 
| 7. ‘It has been established that through a close working relation- 
ship ‘with the Contractor, it is possible to > eliminate the requirement for 

many reports, meetings, etc. » and, in general, reduce documentation, 
This has not been accomplished without personal inconvenience to members 
of the Air. Force program team who ‘routinely spend tarbe to five days per 
week.on TDY. Should other high priority programs adopt the Agena D 
approach, it-is recommended that PCS be considered as a possible means 


of eliminating this objectionable aspect. 
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8 + Configuration Control. is a mandatory prereachite to. — | 
(effective standardization of design and should enmance reliability and a 
quality control, - - | | 

(CG, Gontracto: 's Hvaluation. In order to completely document the 
Advantages. and Disadvantages of the Agena D method af operation, the 
LMSC Program Director was invited to submit his comments for | 

| inclusion in this i ai A ‘reproduction of his letter | reply followin! - 


% 
a rs 
ee 


Ce won 
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"Bos .'. - Henry B. Kucheman, Jr.~ 
soto. . Colonel, USAF! .. 
System Program.Director 
‘Lor Agena - | 


ne %, Subject: . Discussion of Advantages and Disadvantages of the Agena D 


"Im response to your verbal request, I have listed below my personal opinion of  - 
“the: advantages and disadvantages of operating & program under the ground rules 
_i> ‘that we have established for Agena D. Sufficient time has elapsed so that a 
“+, reasonable objective view can be taken of the gains made under this method of 
|, . 1. Operation and some-of the trouble areas that might result. While these are 


¢ 


a oS myown personal views, I believe they also reflect the opinions of the majority . 


=. Of my staff. . 
Ss nad go eg 

Or er ee ar ae ; ; . 
Get ig ‘ae . bf ate 7 am ‘ ; <a 
ele ag. « 8 ROOM LO, 
: ~ nS a re 
12 RES" ADVANTAGES | | | 
tr are wa eee EE, : 
rn Sa Te ee 

oa. a roa » 


“soya uk: One of the prime advantages of operating as we have,is the speed with 
one ateWhdeh a given job can be accomplished. I am convinced that we could 
a net have delivered AD-1 on schedule operating under previous ground 
ee ee " Se Accomplishing @ given task in a shorter ‘time period generally means 
| it sta savings of total dollars even though the rate of expenditure may 
a ae ne 2 be higher. . | | : _ 
| “SE Providing the proper team is assembled in the first place, fewer people - 
|. o> 23: are required to do a given job because of the short communication ag 
Veg" Channels, the personal identification with the task at hand, and the _ 
s2,%, reduction in paperwork. There is less lost motion.and better apprecia~ _ 
wi Lt ¢£on of each others problems experienced by the various organizational - 
> e.02)* @lements such ag manufacturing, engineering, purchasing, and controls. ." 
. «ol: Ehe "skunk works" approach places great’ emphasis on the ability of the. | 
ae ce .* designer to follow a project from inception to completion. It allows —_ 
ss Lor very fast reaction when changes or corrective action are required. | 


. 
. *".e 
a 


Because of the rapid pace, mistakes are learned early, and. corrective 
action can be taken before a pipeline is full of fabricated parts. 


oo ¢ * Subject: | Discussion of Advantages and Disadvantages of the Page 2 
. , ee) ° “Agena D Method of Operation a . 8 May 1962 


. 2 The hard-line orgahizational concept of Manufacturing reporting directly 

“+.°2 “to the Agena D Director has permitted changes in test philosophy which, 

-. °°: in effect, vacks up responsibility to.a point where it is most effective. 

_ ic’ Tt also. bas permitted the min in the shop or test laboratory faster and 

'. "more direct communication with the designers. _ 
.:,\* Zhe team approach has permitted more direct control of cost elements and 

. . .. faster and more direct budget reporting, insuring rapid management attention 
wo OB potential over-run areas. : a oe 


| °S*"One of the principal ‘savings bas resulted from the elimination of unnecessary 
te 3 oP reports, briefings for casual visitors, duplicative technical meetings, etc. 
Th". DISADVANTAGES | | | 
oe “Lt Good personnel are a prerequisite to operating under the Agena D ground 
i i’ iahprules. This means that some penalty has to be paid in other areas when 
“it Key people are assembled in such @ task force. This also means that only 


os ae limited number of programs could profitably be pursued on this basis at 
“vow apy one time. | : 2. _- 7 | 





oa Fae] Bhe isolation of the group by means of key card access tends to cause some — 2 
oe 37s pegentment with other organizations and, to some extent, hinders coumunica- ~ 
i Ter tt; is. tLon to the using programs in various elements of the SSD Organization. The 
LO” ss necessity to put a large mmber of dollars on a single drawing make it more 

. TAM *@iP£PLoult for production to economically break down the various work elements. 


Sees “hP4e" Mae poldey of allowing red-line changes to'bde instigated by the design group 


i! @awing early phases of develorment make the problem of configuration accounting 
"sa more affMteult. Because of physical isolation of the group. support. activities, 
ol otsmadmtenance personnel, plant engineering, and others have difficulty gaining 

J eh, SCCOBB 6 Zs : _ oT | | 
STS Lo Lieu Because of the self-sufficient nature of the operation and the speed with | 
Ne whdoh it has, to operate, there is a tendency to duplicate functions previously. 
eu ret handled by central organizations. | a 
. EE) Sdnce the teapo of an operation such as ‘Agena D requires concurrency of test . 
| > N's! and manufacture, it is inevitable that design changes will result in scrapping 
“hl geome fabricated materials; however, it is pointed out above that the total 
ae en a savings in time nore then offsets this. — i o 





. F. W. O'Green, Director 
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PP RIWZ REC'D ACTION 

DE RJEZHO 1118 —_SsxK 
ZNR 23 WV 1961 04 05 : 

P 2223092 | 


1961 NOV 22 PM 8:40 
FM HQ USAF WASH DC , 


TO RJEZF¥F/AFSC ANDREWS AFB MD 7 | INFO__ssz 
INFO RJWZBK/SSD LOS ANGELES CALIF 
BT | 


UNCLAS FR AFSPM 80799 | | 7 

REF BRIEFING COL EVANS THIS HQ 17 NOV 61. SUBJECT AGENA B. 

FOLLOWING PROCUREMENT GUIDELINES WILL PERTAIN. THIS MSG IN SIX PARTs. 

MATTERS PERTAINING TO ORGANIZATION AND PROGRAM MANAGEMENT ARE SUBJECT OF SEPARATE 

COMMUNICATION. PARTI. DELEGATION OF PROCUREMENT AUTHORITY. THE SPECIAL DELEGATION OF 
REQUESTED CED B ) REMEN 


PAGE-‘TWO RJEZHOQ 1118 


NECESSARY. PART II. CONTRACT GUIDELINES FOR INCENTIVE CONTRACT (A) TARGETS. TARGETS MUST 
BE REALISTIC AND MUST BE SET AT AN EARLY POINT IN PERFORMANCE. SUGGEST THAT AF AND CON. 






ING ABOVE AND BELOW. (B) PROFIT RANGE. RANGE OF PROFITS SHOULD IN EQUAL RELATION. 
SHIP UPWARD AND DOWNWARD FROM THE TARGET FEE AND MAY EXTEND TO THE 
T. cD ¥ a, OR MA 
(Cc PERFO CE MUST BE 


T : 4 . a Be : : SPE rs wr a . | LP saan 
EXTRAORDINARY QUALITY OR PERFORMANCE MAY EARN INCENTIVE COMPENSATION ONLY IN RELATION 
TO ITS REAL VALUE TO THE AF. (D) MEASUREMENT. ASSURE ADEQUATE: MEANS OF MEASUREMEN 


T 
USED, JUDGMENT OF THE AIR FORCE WILL APPLY AND WILL DECIDE. (E) BALANCE OF INCENTIVE 
FORCES. INCENTIVE ITEMS PRESENTED IN 17 NOV BRIEF INCLUDED COST, DELIVERY AND 


PART IV, PERTINENT TERMS OF THE CONTRACT WILL BE REVIEWED BY THIS HQ PRIOR TO FINAL EXE- 
CUTION. IT IS SUGGESTED THAT AN APPROPRIATE PRESENTATION BE MADE.. ADVISE US SU FFICIENTLY 
IN ADVANCE TO PERMIT ARRANGEMENTS. PART y. THE ACCOUNTING SYSTEM MUST ASSURE PROPER 


SEGREGATION AND ALLOCATION OF COsTs TO THE PERTINENT CONTRACT. SUGGEST ACCOUNTING SYS- 
TEM PROVIDE COST DATA WHICH WILL BE USEFUL IN FOLLOW ON . 


PAGE FOUR RJEZHOQ 1118 = : | 
PROCUREMENTS. PART VI. FACILITIES CONSIDERATIONS: (A) DURING NEGOTIATIONS ASSURE THAT NO 
ITEMS PROPERLY CHARGEABLE TO FACILITY CONTRACTS ARE INCLUDED IN THE TARGET PRICE OF THE 
INCENTIVE CONTRACT. (B) AFTER THE INCENTIVE CONTRACT Is ESTABLISHED CONSIDER FACILITY 
MATTERS SO THAT NO ITEMS ANTICIPATED UNDER THE INCENTIVE CONTRACT ARE CHARGED AGAINST 
THE FACILITY CONTRACT. (C) NEW FACILITY REQUIREMENTS AND COSTS MUST BE FIRMED UP SOON, 
LATER FACILITY REQUIREMENTS WHICH CONTRIBUTE TO THIS PROGRAM, ALTHOUGH CHARGED UNDER THE 
FACILITY CONTRACT, SHOULD BE CONSIDERED IN LIGHT OF THEIR EFFECT ON THE INCENTIVE CONTRACT 
AND APPROPRIATE ADJUSTMENTS MADE. (D) IN ESTIMATING COST TARGETS ANTICIPATE THE INCREASE 
EFFICIENCY AND EFFECTIVENESS TO BE ROVIDED BY FACILITIES NOW BEING REQUESTED. 
BT 3 : | 


22/2326Z NOV RJEZHQ> | 


y ? 


RIWZBK | 
. DE RJEZHQ 389 REC'D 





P 3019092 | aE 7 
FM HQ USAF WASH DC <1 DEC 1962 02 0% | | 

TO RJEZFF/AFSC ANDREWS AFB MD 1961 HOV 30 PH 5:59 

INFO RJWZBK/SSD LOS ANGELES CALIF | 

BT | THPO__ S87 


SECRET FROM AFSDC-F 82350 . : 3 a 4 
REF BRIEFING COL EVANS THIS HOS 17 NOV 61, SUBJECT AGENAD. THis MESSAGE IN EIGHT PARTS. 


PAGE TWO RJEZHQ 389 | : | 
DISCOVERER ASAP. (B) AGENAB TO BE USED AS BACK-UP FOR INITIAL AGENA D FOR DISCOVERER TO 
PROTECT LAUNCH DATES. (C) AGENA D TO BE PHASED INTO ALL NEW PROGRAMS LAUNCHING AFTER 
AG eo; q(D}_ AGENA D TO BE PHASED INTO PROJECTS 1018 AND 201 ON NEXe VEHICLE ORDER. (E) 
AGENA D TO BE PHASED INTO PROJECT 102 AFTER INITIAL FOUR VEHICLES. (F) PHASING AGENA D 


DRAWINGS TO BE SUITABLE FOR USE BY: ALTERNATE CONTRACTORS IF REQUIRED. (L) AIR FORCE > 
PROJECT PERSONNEL TO WORK CLOSE ENOUGH TO LMSC PROJECT | 


PAGE THREE RJEZHQ 389 ; | | | , 
ENGINEER TO PRECLUDE NEED FOR FORMAL MEETINGS. (M) REASONABLE OVERTIME MAY BE USED 
AS DETERMINED BY LMSC AND APPROVED BY AGENA D PROGRAM DIRECTOR... (N) INTERCHANGEABILITY 
OF FIRST FOUR VEHICLES MAY BE LIMITED TO MAJOR STRUCTURAL AND EQUIPMENT ITEMS. FINAL 
DETERMINATION OF CONFIGURATION WILL BE MADE BY AGREEMENT BETWEEN AGENA D PROGRAM 
DIRECTOR, THE USING MILITARY PROGRAM DIRECTOR AND LMSC. (0) NECESSITY FOR G. 
. ANALYSIS REPORTS TO BE DETERMINED BY AGENA D PROGRAM DIRECTOR. (P) QUALIFICATION STAND- 


PROGRAM DIRECTOR AND THE USING MILITARY PROGRAM DIRECTORS. PART IV. (A) AGENA D MANU- 
FACTURING COMPLETION SCHEDULE FOR INITIAL TWELVE VEHICLES - 1962 MARCH (1), APRIL (1), 
MAY (2), JUNE (2),. JULY (2), AUGUST (3), SEPT (i). (B) LAUNCH DATES FOR INITIAL TWELVE AGENA DD 
VEHICLES 1962 JUNE (1), JULY (1), AUGUST (1), SEPT (2), OCT (3), NOV (1), DEC (1); 1963 JAN (1), FEB 
(1), PART V. FUNDING FOR AGENA D PROGRAM, DISCO PROGRAM AND 4TH DISCOVERER LAUNCH - 
PAD WILL BE COVERED BY SEPARATE COMMUNICATIONS. PART VI, MENTATK AFR 80-2 

: 1 . E REQUIRED, A PROGRAM PLAN SHOWING Nv R MILES uS, SCHE us, 






_ PAGE FOUR RJEZHQ 389 | Sari : - . 

BY 15 DEC 1961. A BRIEF MONTHLY REPORT SHOWING PROGRESS AND HIGH LIGHTING PROBLEM AREAS 
WILL BE SUBMITTED TO HO USAF BEGINNING 1 JAN 1962. PART VIL. (A) TOOLING AND MANUFACTURING 
TEST EQUIPMENT WILL BE PROVIDED FOR PRODUCTION RATE OF 3 TO 5/MONTH. FINAL DECISION ON 
RATE TO BE MADE AFTER ANALYSIS LMSC RESPONSE TO SSD REQUEST FOR PROPOSAL DUE MID- 
DECEMBER. (B) ACTUAL PRODUCTION WILL BE PER CONTRACT SCHEDULE. (C) FY-62 AND FY-63 
FACILITY REQUIREMENTS FOR INITIAL TWELVE VEHICLE PROGRAM AND SUSTAINING RATE OF 3 TO 
5/MONTH WILL BE IDENTIFIED ASAP AND FORWARDED TO HO USAF, PART VII. INITIAL CONTRACT WILL 


30/1910Z NOV RJEZHQ — 
IC 15572 | 





Yes 





os 


PP RJWZBK | 'D | 

" DE RIWZKD 64 | ae Poo ACTION 
P 0523242. —~6 JAN 1962.16, loi 
FM HO USAF ee , a Saas te 
TO RIEZFF/AFSC ANDREWS AFB ND | | 1962 JAN~5 PM 9133 
INFO RJWZNF/SSD INGLEWOOD CALIF | | . ee 
RJEDSQ/AFLC WPAFB OHIO | | | | =e 
RJESBN/WRAMA ROBINS AFB GA a | 


CONFIDENTIAL FROM AFSSV-EQ 90915 x | | | 

ACTION AFSC FOR 8CQM. INFO SSD FOR SSDX, WRAMA FOR WRU.. REFERENCE IS MADE TO AGENA D 
PRESENTATION BY COL. KUCHEMAN AT HQ USAF ON 3 JANUARY 1962. THIS MESSAGE IN 7 PARTS. PART 
PROGRAM MANAGEMENT, ORGANIZATION, PRODUCTION PLAN AND FACILITIES PLAN FOR THE BASIC 
AGENA D ARE CONCURRED IN. PART IL TOOLING, INDUSTRIAL FACILITIES AND MANUFACTURING TEST 
EQUIPMENT WILL BE PROVIDED FOR PRODUCTION CAPABILITY OF FIVE VEHICLES PER MONTH. YOU ARE 


PAGE TWO RJWZKD 64 


PAGE THREE RIWZKD 64 7 | | | 

THE NECESSARY PROGRAM COST CONTROL TO TAKE FULL ADVANTAGE OF THE AGENA D STANDARDIZED 
CONCEPT. AN ALTERNATE APPROACH WOULD BE TO PLAGY RESPONSIBILITY FOR PROCUREMENT OF 
ASENA MISSION PECULIAR EQUIPMENT AND ASSEMBLY AND CHECKOOE SERVICES. UNDER ONE OFFICE AT 


ORGANIZATIONAL NTS MAXIMUM Cos 3 
EGNTROL OF AGENA VEHICLES BY INDIVIDUAL PROGRAM AND COLLECTIVELY FOR ALL PROGRAMS. 
05/2329Z JAN RIWZKD | | | 

IG-274 


ABOVE, REQUEST AFSC PRESENT DURING THE 19 JANUARY PRESENTATION AT HQ USAY THE SSD 
ARRANGEME PROVIDE FOR 


DOWNGRADED AT 3 YEAR INTERVALS; 
DEC AFTER 12 YEARS. 
DOD DIR 5200. 10 | 


AF 04(695)-21 





